A t the local level, Hospital Project Managers (PMs) were single points of contact for the provincial WTIS project team and were responsible for delivering on all aspects of the WTIS deployment within hospitals. Here, two PMs share their WTIS deployment experience from Beta/Phase I (completed in March 2006) and Phase II (completed in December 2006). It was through valuable insight and feedback such as this that the provincial WTIS project team was able to make improvements for smoother deployment in subsequent phases.
IN: What challenges did you face in managing the WTIS project at the hospital level?
JC: There were several significant challenges to overcome. The first was in ensuring timely and practical communication to all parties and departments involved. This included surgeons' offices -some that didn't necessarily use email or voicemail; individuals in various departments who faced potential workflow changes; responding to clinical questions while answers were still being developed; and keeping senior management up-todate on progress. We also had to overcome the perception that this was a non-critical care project, which meant providing and regularly repeating benefit statements from the perspectives of the hospital, surgeon offices and patients.
Also, as implementing Internet connectivity was a hospital responsibility, we faced some challenges in gaining access to Tools to support deployment and communication, such as newsletters, indicator reports to monitor weekly progress and project plans, were also well received. These were a complement to a support model that allowed hospital project teams to stay focused and to a certain extent set their own deadlines within the key project timelines.
KFW: The WTIS project team supported us by providing lots of helpful material (although at times it was a bit overwhelming) and by making subject matter experts available to hospitals throughout the project.
IN:
What should healthcare IM/IT projects consider in order to improve deployment experiences in the future? JC: Do not assume all hospitals have the same level of support from senior management teams. Helping hospital teams maintain executive support is critical. Project teams should also ensure they have ways of gathering input from those doing more of the day-to-day work, ensuring a better understanding of workflow requirements and internal workings of hospitals. Also, projects should provide a robust system for sharing and storing information centrally; email can become unruly.
KFW: Project teams should consider involving a range of hospital staff in the first round of data gathering rather than relying solely on physician input, as physicians do not always understand the details of internal office processes. I would also "Project teams should also ensure they have ways of gathering input from those doing more of the day-to-day work, ensuring a better understanding of workflow requirements and internal workings of hospitals."
suggest that projects provide more opportunities for hospitals to share "best practice" methodology with each other to avoid re-inventing the wheel.
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Jenny Cockram is an independent consultant specializing in eHealth solutions, bringing technology and people together. She was the overall Project Manager to Grand River Hospital during the Beta Phase of the WTIS project and became an advisor for the WTIS project for subsequent deployment and expansion. The two Hospital PMs interviewed for this commentary offered the following advice for PMs involved in future healthcare IM/IT projects at the regional or local levels:
• Communications should be ongoing and should highlight the short-and long-term benefits to all stakeholder groups throughout the project.
• Establish a local project steering committee with strong representatives from each affected area to ensure buy-in from senior management and clinicians.
• Don't assume anything, and don't be afraid to ask questions: you may be surprised at how many others are wondering the same thing… and at the answers you get! • Ensure there is a process for getting timely responses to questions and, in turn, have a clear process in place to get your hospital stakeholders the information they need.
• When working with physicians, be sure to include their administrative staff in planning.
• Ensure test plans reflect real-life situations, and identify which teams and systems need to be involved in testing at the beginning so that resources can be secured as early as possible.
• Think about the IM/IT system as an integrated solution to reduce duplication of data entry for hospitals and clinicians.
• Collaborate and learn from others. Most hospitals are willing to share information and experiences. Don't be afraid to ask peers how they handled their implementation and what were their lessons learned. • Ensure you have adequate clinical support from the beginning of the project.
